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MEMORANDUM FOR: Director of Central Intelligence
VIA : Acting Deputy Director of Central Intelligence

FROM : Michael J. Malanick
Acting Deputy Director for Administration

SUBJECT : Organizational Development

5X1A
PEFERENCE : Memo for the Record fromm 2
dated 20 May 1977; subject: Establishment of Staff

of Internal Organization Development Specialists or
Consultants

1. Action Requested: This memorandum is prepared in response to
reference which refers to an Employee Suggestion and the DDA and Office
of Personnel comments thereon. It was sent to you for your consideration.

2. Background:

m of the Office of Commmications, submitted
an Employee Suggestion that e Agency establish a wunit to provide diagnostic

and consultative services as an internal resource in the areas of organiza-
tional development." The suggestion proposed the staff would provide certain
services in the "OD' terms of action research, feedback, interpersonal
competence acquisition, organizational renewal, conflict management, et

al. Two responses to the suggestion were prepared: one from the Office

of Personnel, which specifically addressed itself to the establishment of

an Organizational Development Staff, and one from the DDA, which pointed

out what the Agency is presently doing along OD lines on an ad hoc basis.
Neither supported his suggestion for a formal OD Staff. —]\Drie%x’lA
the two responses as at odds and as evidence that his proposal was submitted
to the "wrong forum" and, hence, has prepared reference Memorandum for the
Record for your consi tion. It was unfortunate that the two responses
were sent t ithout melding them into a unified reply. The

two approach posal are not at odds; they look at the suggestion
from two perspectives.

3. Staff Position:

The Office of Personnel's response to the suggestion was directed
to the proposal for the establishment of an Organizational Development Staff
and the belief that such a staff could only successfully function where there
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was centralized Agency or Directorate support for the institutional
management objectives of the program, including a commitment of resources.
The response included a suggestion that the proposal be referred to the
IDA for Directorate level consideration, as a matter of this scope would
necessarily require top management decision. The DDA response discussed
the general subject of OD and described what the Agency is presently
doing, ad hoc, along general OD lines. As noted above, we do not see
these responses in conflict but rather as addressing two different aspects
of the suggestion, i.e., the establishment of a formal staff devoted to
0D and the OTR support presently given to implementin n a
limited scale. In a subsequent memorandum not sent t the 25X1A
Director of OTR emphasized the need for strong and continuing management
support, the point made in the Office of Persomnel reply.

There has always been a good deal of mystique surrounding OD,
much of it engendered by the language used to describe it. An example is
the definition given by the suggestor.

"OD is a long-range effort to improve an organization's
problem solving and renewal processes, particularly through
2 more effective and collaborative management of organizational
culture, with the assistance of a change agent, or catalyst,
and the use of the theory and technology of applied behavioral
science, including action research."

In simpler tewms, OD is the systematic manner in which an organization's
problems are diagnosed and treated, with the goals of making that organiza-
tion an ideal one for both management and employees.

Almost any literature on the subject of OD emphasizes its only
chance of success is the solid commitment to OD principles at all levels
of management and of employees and includes an equal commitment of time,
personnel and finances. Attached is a copy of an article from the March-
April 1977 Personnel publication on Organization Development, which makes
the point that time is the greatest stumbling block to the success of the
0D effort--and that it takes three to five years before such an effort
fully takes hold and changes a work culture. Time, moreover, is only
one factor in the implementation of an OD program. An organization
requires stability for OD to be effective, and a high degree of mobility,
such as exists in the Agency, can easily negate the benefits of an OD
program.

Agency records reflect the original suggestion that CIA undertake
an Organizational Development Program dates back to 1964. At that time
the Agency entered into a contract with AEX1A
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Austin, Texas.for the purchase of the Managerial Grid. The Grid was the
first of a six-phase program sponsored by which in its entirety wa@5X1A
an OD program. For numerous reasons, mai ime (five years) and funds
($500,000), the Agency's top management chose not to make the commitment

for the total package. We '"bought" the first phase only (Crid) and that
program has continued as one of the more popular courses given in the
Agency.

The Office of Training and the Office of Medical Services,
Psychological Services Staff, have developed and will, to the extent
possible, maintain a low key capability to respond to OD-like requirements
should they surface. While there is no capability to initiate OD efforts,
assistance in instances where OD promises £ een provided. In
1973-74 OTR hired an MBO and OD expert,m His effort in 25X1A
CRS, involving over 70,000 man hours to 1mprove the erirectiveness of that
organization, is an example of what can be done in-house when internal

resources are available and utilized. It also points out the time frame
and resources required,

As was noted in the OP original comments, OD presents many
attractive aspects, apart from the academic viewpoint expressed by the
suggestor. We also believe that the establishment of a Staff responsible
for OD on a Directorate or Agency level would be a natural step in evolving
management concepts. The successful establishment of a formal OD Staff
for the purpose of identification, study, analyses, and finally treatment
of the problems would, however, require top management support and the
provision of the whole package of resources required.

We do not believe the Agency is ready nor in a position to support
or benefit from an OD program of the scope proposed. Apart from the need
to reallocate resources, financial and people, from our already tight
budget and personnel ceilings, the still unresolved impact of any possible
reorganization of the Agency would make it thoroughly impractical to
consider the proposal at this time. The establishment of an OD Staff
and an OD program of this magnitude would require a highly stable manage-
ment situation, as well as a long-range commitment at all levels to its
principles. Once we have the stability to support such a program, it
would be appropriate to carefully review the OD concepts and thrust to
determine if the costs in resources would provide sufficient and significant
benefit to merit the diversion of funds and persomnel required. It would
also be appropriate to determine if Agency managers and employees are
willing to accept a program of this nature. Success of such a project
depends on commitment to the content and results as well as to the spirit
of the idea. In the meantime, we believe the organizational development
activities of the Office of Training adequately satisfy the ad hoc
requirements of the Agency components interested in one or another of
the individual aspects of OD.
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4. Recommendation: Attached is a proposed response from the
25X1A Director to

25X1A

Attachments
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Time has an important bearing upon the conduct and durability of
an organization development effort. Unfortunately, this factor
has often been underrated —if not entirely overfooked.

Time for Organization
Development?

Thomas H. Patten, Jr.

Before embarking on an organization development (ODj effort,
management should ask itself: Do we have time for OD? This is
probably the most serious question that must be explored and
satisfactorily answered before starting an OD program. Yet, curi-
ously, most OD practioners and writers have paid very little
attention to this many-faceted question. Instead, they have con-
cerned themselves with issues such as diagnosing problems,
planning interventions, designing exercises, searching for new
tools, and, occasiorally, evaluating the results of OD efforts.
Unfortunately, they have failed to realize that time—not technical
deficiencies or shortages of innovative and stimulative intellectual
thinking on how to do it—is the greatest stumbling block to the
success of an OD effort.

How long should OD take?

OD efforts usuaily béppreiadForReldase 2004405281 TIA-

implicit, if not explicit, hope that they will pay off relatively

soon—and certainly no longer than after a few months. But of
course there is no such thing as instant OD, and various experts

claim that, as a rule-of-thumb, it takes three to five years before an’

OD effort fully takes hold and changes a work culture.

Managemen‘r»by—objectives (MBQO) systems, which are com-
monly installed as part of an OD effort, are a prime example of
ardently desired instant OD. Unfortunately, the highly touted
improved results of effective MBO systems often cannot be ob-
tained without months or years of debugging. Obviously, if this
much time is required for correcting errors in an MBO installation,
the time required to solve the problems arising from implementa-
tion of a broader OD effort can only be greater.

Yet top management does not always devote the necessary
amount of time to an OD effort once initial enthusiasm for it has
subsided (as it most certainly will after the new way of life becomes
less novel and managers start to slip or regress to less satisfactory
ways of coping). Many top-management groups follow one wave
of fads after another with alternating degrees of enthusiasm. Thus
OD, like any other new concept or social technology, can be
doomed at an early stage of its life when it is no longer
spearheaded and led by top management—as it should be.

Still another problem is whether time itself and the dynamics of
managerial mobility in large-scale organizations will not be the
undoing of OD. If OD takes three to five years for effective
implementation, it may kil itself by its own glacial time frame.

For example, the number of executives who are likely to quit,
transfer, retire, or be promoted in three to five years in any
department or division of reasonable size within the total organiza-
tion is likely to be so large that the momentum of an OD effort can
be lost. In fact, excessive mobility may make OD impossible

"because the entity being changed and persons playing roles in it

are, respectively, excessively unstable and highly career mobile. Of
course, excessive mobility can have the opposite effect and actually
benefit an OD effort if the people brought in have already adopted
a style of management consistent with the desired results. But
barring this happy dircumstance, what can be done to ensure that
an OD effort takes hold and accomplishes its objectives instead of
regressing or stagnating because it cannot keep pace with the
underlying velocity of personnel change within a firm or agency?

RDP80-00473A0000380 0500 1t-shis problem is a shorter time frame than

three to five years from OD initiation to full implementation. This
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solution, however, raises yet another question: How rapidly can
managers absorb change and still be effective? Somewhere there is
a limit to how much can be personally handled at the sodal-
emotional level during a given time period.

Timing and the political climate

Many organizations have severe people problems, unclear objec-
tives, poorly designed and poorly administered pay systems, and
many other serious managerial problems. Diagnosis of these
conditions often shows that these organizations are not ready for
OD and cannot handle it. Timing thus is a factor that cannot be
ignored. If it is, improper intérventions may be made and the
resulting misapplications of OD because of timing errors may not
only be disastrous but close out any future consideration of OD for
a long period of time. '

Similarly, some organizations show many signs of being ready
for OD, yet implementation of the OD effort should be delayed
pending a change in the political environment at the top or
awaiting the passage of some other crucial event, milestone, or
strategic juncture. Timing thus has both subjective and objective
aspects, and both must be carefully evaluated before embarking
upon OD. To be sure, OD practioners can use various diagnostic
tools that may help them in guaging the right timing; but in the
final analysis, perception of timing is always intuitive. While this
assertion may be anathema to the scientific mind, nevertheless
many carefully planned and rational OD interventions have failed
because the intervenor’s antennae misread signals or misjudged
the power of practical obstacles.

Allocating sufficient time for OD

Most people normally think of an OD effort in terms of a simple
model involving an external change agent or consultant, an inter-
nal change agent or consultant, and the top-management group
that leads the change effort. The time problems of top management
have already been discussed. The time problems of external and
internal change agents need to be examined next.

An external change agent or consultant is normally someone

be a commerdal consultant, a university professor, or someone
else who has expertise and a broad knowledge of other firms or
agencies upon which he or she can draw in working with an
internal change agent and top management in implementing
alterations in the organizational status Guo.

Because they are often poor managers of their own time, external
change agents can create time problems for an OD effort; they may
not allocate sufficient time for clients unless they are very clear
about their own priorities and are in great control of their commit-
ments. Perhaps it is the excitement of implementing OD that
causes this poor time management. Some consultants act very
much like a key in an ignition switch. That is, they insert
themselves in situations and start the organizational engine run-
ning, but they can equally quickly pop themselves out of the
switch and try another, believing that the first engine is now

running and the second one needs a start. These consultants seem
to foroet that thev are the kev!

to forget that they are the key!

The key issue for the external change agent is: How much time
will be taken from his or her professional life to work with one
particular organization, come back as needed, and stay in touch?
The most competent consultants are in high demand, and unless
they watch their time schedules, they may not do the job of the
change agent properly. Occasionally, in an effort to avoid time
problems they build up staffs and teams with others who provide
the requested services. But turning clients over to other change
agents often results in an unhappy mixing of the parties and the
end of the relationship as well as the OD effort.

A related concern is dealing with external change agents who are
not in demand and who have, as a result, excess time that they
would like to bill to clients. These individuals may create a
dependency relationship. with clients and unethically suggest
directions in an OD effort that are not really needed but may be
personally lucrative. Thus they may not only waste excessive
amounts of time for the client but actually have a negative effect
both in terms of the malutilization of human and finandal re-
sources internally and in terms of creating a poor reputation for the
behavioral sciences and their potential application in industry.

A still Jarger issue involves the sum-total of time available from
competent change agents in the United States. If the charges made

from the outside world Whprovdd Fék Relewsai2004706/231PHA-RDP80-00473A0D 03600800 FoIRing the quality of worklife, employee

in its efforts to improve its managerial processes. This person may

alienation, executive stress, poor planning and goal setting in
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organizations, and various other bits of evidence suggesting some
degree of malaise or anomie are taken seriously, then there probably
aren’t enough capable consultants for the OD work that needs to
be done. Although this may be an overstatement of the situation,
certainly the time of those consultants who can have a beneficial
impact on organizations should not be wasted. Instead, they
should take another look at themselves to see if they are function-
ing either as ignition switches or as truly professional agents of
change.

Internal resources and change

Internal change agents or consultants also face many serious
time problems in keeping the OD effort alive, on course, and
purposeful. They have the difficult job of relating to external
change agents and the managerial group that is leading the OD
effort as well as to the client organization as a whole. In many
respects, their time is the organization’s time; yet they must carve
out a role for themselvés within the time that is available so that
an OD effort will have the desired impact.

Internal change agents must spend much of their time determin-
ing how much time managers can spend on site or off site in the
seminars, workshops, and OD endeavors that will result in the
desired improvements in their management styles. Much of this is
“selling” time, or time used to communicate to others in a
persuasive way. In addition, a portion of the internal change
agent’s time is allocated to planning and perhaps to acting as a
group facilitator, third-party interpersonal peacemaker, problem
diagnostician, and program evaluator.

However, internal change agents may not have sufficienit time to
carry out all these important and interrelated roles. Thus they end
up being firefighters or mere links to the world of external change
agents, allowing people from the latter to give their time to the
change effort while they merely coordinate in a rather passive,
uncritical sense. Implicit in this style of operating is intense time
pressure that depresses the individual's energy and results in
relatively poor professional time utilization.

A well—planned special assignment in OD can be very beneficial
to a manager. But if internal change agents double in brass or wear

enced, highly regarded production superintendent or a district
sales manager who is removed from his regular job and is given the
time to work instead as a full-time internal change agent may, by
virtue of the new assigniment, experience new flows of energy that
he enthusiastically converts to the work itself. On the other hand,
an’ already overly busy personnel assistant, training director, or
organizational planner who is asked to take on the full OD staff
role in addition may find he has no time to do a decent job. This
may be called the “whirling dervish syndrome.” In the latter case,
the difference between success and failure is caused far less i y the
competence of the person than by the excessive incursions into his
or her time by assigned work. In other words, he or she is over-
loaded.

If the internal change agents are already overburdened, they
almost inevitably will have no time for research. Not only will they
be short of time for planning when to do research (in either the
short or long range) and for designing research components of
interventions but also they will lack sufficient time for evaluative
work of any kind. Such situations are almost certain to turn an OD
facilitator into an interpersonal and organizational firefighter in the
narrowest sense.

This is particularly unfortunate in the OD role because one of the
prime models for OD is the action research model, which em-
phasizes data-based interventions, feedback of rebults, and plan-
ned change efforts. In other words, ‘research i  part of the ethic of
OD. The cyclical process in action research has the cumulative
effect of steadily improving the processes of managerial problem
solving and decision making. Ideally, the OD fadlitator who is an
internal change agent should role-model what he believes to be the
proper way of functioning. But this can hardly happen if he spends
the bulk of his time on busy-work, however important; and no
time is devoted to research and evaluation.

Lack of time for research is particularly critical for internal
change agents for still another reason. They must have time to
keep abreast of new developments in OD, experiment, and learn
about ways that might save time for their employers in implement-
ing OD efforts. New exercises and designs for OD are proliferating
at a bewildering rate and need to be studied and tested in
organizational contexts. For example, the rise of instrumentation in

more than one managerial hat thex e imp, o ant innovation and in itself represents a
the OD effort is correspon ngly regtuce otlié gﬁ%\%ﬁw‘i}g@e}?}? &IA'RDPSO Ogﬁg‘@ﬁﬁ@@b@fg éearnmg in group settings. Specifically, the
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use of various instruments designed to provide groups with rapid
feedback about the dimensions of human behavior in managing
people used to take hours or days when the main learning vehicle in
OD was the T-group. Now time can be saved by using carefully
designed and ingeniously insightful instruments such as team-
building sessions, role-negotiation exercises, and personal-growth
laboratories that emphasize risk taking. If internal change agents
never had time to learn about instrumentation and new develop-
ments, additional time truly useful for OD wouid have been
wasted. And the waste of human resources is tantamount to the
waste of that second most precious resource—time.

The last reason that internal change agents need to consider time
relates to some of the issues previously raised. In particular,
internal change agents should be keenly aware of how much time
is required to carry out an OD effort; when to terminate OD, if
ever; and when to decelerate OD and key down. In ordeér to remain
attuned to the progress, successes, and failures of OD, internal
change agents need time to observe, to speak to those being
affected by the change effort, and to carry out research on what has
been accomplished.

Every phase of OD—and even the OD effort itself (in the sense
of no longer calling OD by this particular name)—probably has a
termination point. Internal change agents must be able to recog-
nize when the new way of life has been achieved and when the
label OD can be dropped because it is no longer needed to describe
a distinctive effort that took place at a point in time. Time has been
set aside and used, and goals have been reached. While there may
be new goals and new efforts, old goals and old efforts no longer
govern, and cne game plan, at least, has been terminated. Internal
change agents must be able to recognize these facts of life and to
work through a common understanding of these matters with
external change agents and top management. The time dimension
will provide one basis for recognition and sharing of the perception
of termination.

Conclusion

The literature on organization development has been negligent
in considering the implications of time and time management for

The greatest (Ime waste Of all Is the casting about alter 1ads m U,
such as constantly jumping on bandwagons and mindlessly
switching from T-group to team building, transactional analysis,
gestalt approaches, and assertiveness training without ever taking
time to evaluate what has been accomplished.

Perhaps the most serious time issue still to be resolved is
whether OD can be accelerated to more quickly improve manage-
ment than can now be expected in a three- to five-year period of
trial. All other time problems are ancillary to this one because the
bottom line in OD is improved management by a group of
managers who work together in the real world. Although there can
be no such thing as instant OD, new ways must be found for
accelerating the process if OD is to help managers in dynamic
enterprises. Identification of some of the time issues analyzed in
this article can point the way. But much more must be learned
about the effective and efficient administration of OD efforts, and
more attention must be given to how OD time is allocated and
managed before proceeding with uncritical advocacy of more OD
as a good thing in general for management. )
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and failure of OD have been identified above. Of these, perhaps




